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PREFACE 



•A Guide for training supervisors in public welfare was begun while 
I vras a member of the Division of Technical Training. Bureau of 
Family Services. The first draft had been completed after discussions 
with and suggestions from, other members of the staff. At the time the 
social and Rehabilitation Service vas' organised I vas assigned to the 
Assistance Payments Administration. After the program of separation 
Of the functions of establishing eligibility for financial and medical 
assistance and the provision of services vas defined, and the simpli- 
fied method of establishing eligibility vas developed, the guide 
material vas revised and re-focused to the responsibility of the super- 
visor of incc:.e maintenance staff, based on the assumption that there 
would be separation and the use of the simplified me^.hod. Thi. is the 
goal of the Assistance Payments Administration. 

I a. deeply indebted to themany people who have given me suggestions 
as to content and focus. They include a number of State staff develop- 
.ent personnel, experienced and nevly-appointed supervisors, experienced 
caseworkers and nev income maintenance workers, as veil as my colleagues 
in the Central and Regional Offices. 



Doris Mae Waring 

Manpower Development and Training 

Specialist 
Assistance Payments Administration 
•Social and Rehabilitation Service 
Department of Health, Education, 

and Welfare 



DEFINITION OF TERMS 

Induction introducing all employees to the agency's 
philosophy, goals, procedures, personnel policies, and the 
physical job setting. 

Orientation ~ developing in employees the knowledge, 
understanding, attitudes and ability necessary to assume begin- 
ning job responsibilities at the time of initial assignment 
and reassignment, 

y 

Conventional method (integrated, traditional.) ~ The conventional 
method of determination and redetermination of eligibility for 
financial or medical assistance and the. amount of assistance is 
one which requires verification of statements of fact mader.by 
ubs . applicant or recipient. 

Income maintenance program is used to denote the total program 
of establishing eligibility for medical and financial assistance, 
including all aspects related to it — food stamps, fraud, quality 
control, etc. 

Income maintenance worker refers specifically to the worker 
whose primery responsibility is to determine the eligibility of 
an individual applicant . 

Trainees refer to newly appointed supervisors. 



INTRODUCTION 

This Guide is prepared for the use of the State Director of Staff 
Development and his staff. It is based on the recognition that each 
of the 50 States will differ to some extent in (l) their structure 
for utilizing the simplified method of determining eligibility for 
financial and medical assistance; (2) the education and experience 
of the staff to fill these positions; and (3) a plan for training 
of all income maintenance staff. 

In reviewing programs :ror training supervisors from a number of 
agencies it was found that the content and emphasis varied widely. 

There is also considermile mriation in. the -plans for training. 
Some agencies irmve a ^yr da^^^s of training, szxE^xrient to "get the 
supervisor on the job." Hopefully there would be a follow-up 
training over a period of time but this has not always happened. 
Others have been given training over a specified period of time — 
classroom sessions alternating with planned perio.ds of work 
experience. 

The concept of separation has required a careful look at the 
differential use of staff. By defining the tasks, involved in the 
eligibility process it has been recognized that many of these 
can be performed by staff with less than a bachelor's degree; 
however, present staff will be assigned to the best advantage to 
the agency until such time as vacancies occur. 
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The agency's income maintensLnce supervisors must recognize that the 
position of income maintenance vcrker is a new one. It is not a 
vatered-down casework position nor a clerical position. While some 
of the skills needed to ^perform the functions incorporated in this 
position are drawn from both, new skills are also involved and 
jnust be learned. For example, home visits to determine eligibility 
are not required and will not be routinely uKrde, yet some may be 
:x?e2ESssary t-o clarify information already g±-ren or to obtain some 
aiEir giver; am the application. Therefore, ^g^^ intervisrring skills 
iHJES needfisl. Qn :the other hand, the primar;}r:::sca2rce of i-nr^oriiiEC.'Tm 
is. -cflZi^ent ■ s stat^ement on the application form and it is skill 
in evaluating infonnation on forms that becomes important. 

Experienced supervisors will need to look at and adjust to the 
present tasks of the income maintenance workers and recognize the 
differences in knowledge and skills needed to perform them. For 
them, this will involve some new learning and some unlearning; 
developing new habits and giving up some old ones; and above all, a 
conviction that eligibility can be established through acceptance 
of the client's own statement about those factors for which Federal 
law or policies do not. require procedures beyond obtaining a client's 
statement. 



PAGE 3 

In addition to an understanding of and learning about the specific 
jobs of all the staff vho participate in the eligibility process, 
(receptionist, worker, budget clerk, etc.) aind for whom he has 
responsibility, the supervisor hrvs to develop skill in supervision . 
There is a body of knowledge and a process of training that is 
necessary to develop this skill . 

This suggested plan seeks to set forth in an organized pattern the 
basic content that viH pr-pvide a well-rounded training for eligibility 
supervisors . The focus is on the simplified method but the scope 
and content are applicable to training of supervisors in general; 
the focus and depth would need to be changed according to the program. 

A plan for training income maintenance supervisors must take into 
consideration — 

1. Agency's plan for orientation and on-going training of the 
eligibility workers. 

Orientation of workers in the past has varied among the States. 
Depending upon the agency's structure, new workers have learned 
the eligibility function in a variety of ways ranging from 
complete integration with the service aspect to complete separa- 
tion under the direction of the supervisor in the local agency 
on the day-by-day job. 

A supervisor must know "what" the expectations of the positions 
are that he is supervising. He should know what knowledge and 
skills the worker brings with him. 
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Agency's structure regarding separation of the function of 
determining eligibility from the provision of services. 

It is anticipated that there will continue to be variations 
in the structure agencies will develop in order to use the 
simplified method and implement separation. Therefore, 
it will be necessary to determine 

a. The range of staff positions to be supervised in addition 
to the income maintenance worker. (Example: receptionist , • 
intake workers, information workers, budget clerks, etc.) 

b. The specific dutie s assigned the supervisor In job 
descriptions. (Example: "Promotes a steady growth and 
development of staff capacities and stimulates and 
encourages understanding of the assistance payment 
functions and other services of the agency/' IThat are 
the specific task s this involves? V^hat are the knowledge 
and skills the supervisor needs to carry out this assign- 
ment?) 

Education and experience of the new supervisor 

Undoubtedly the majority of new supervisors will come from one 
of three sources — (l) those already employed in the agency 
as social workers with some or a great deal of experience in 
the traditional program; (2) those already social work supervisors 
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who wish to transfer to this program; (3) those income 
maintenance workers who meet the requirements for promotion 
to this position. 

If this is so, they will have had some (or much) experience 
in the traditional program of public assistance. Therefore 
developing content must begin with what they already know, plus 
what new learning is needed, and what unlearning is indicated. 
However, it should be made clear that some content may be 
repetitious for the members who are experienced agency staff. ' 
It should be made clear that the focus is on the simplified 
method, and how the supervisor makes use of it. 

A number of the Suggested Utilization of the Points of Emphasis 
are based on job task analysis. This is necessary if the agency 
is to make the best use of its money and staff time. Agency 
training is training to do a specific job. Therefore, before 
training can begin the Job itself has to be identified in terms 
of the specific tasks to be performed. 

For example, if the worker's task, is primarily to evaluate 
answers to questions on a form, the worker must know: (a) the 
Seanin£ of the questions; (b) what would be an acceptable answer. 
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On the other hand, if his tasks also include eliciting answers 
to specific questions from an individual, he not only needs 
to know the meaning of the questions and the acceptable 
answers, but he also needs to know something regarding how 
people react to answering questions, how to ask questions, and 
so forth. "What more^' and *^how much*' has to be decided in 
relation to specific criteria. This criteria then relates to 
the task to be perfonned, the education and the experience 
of the person who is to perform the task. 

The supervisor must understand this so that he can reinforce 
knowledge as needed and so that he can evaluate the workers 
adequately and appropriately. 

This training material is based on the following concept of supervisi 
1. Supervision is an administrative process vrhich assumes 

a. That every staff member in a position of responsibility 
for the work of other staff members has an obligation 
to give leadership which develops the abilities of the 
staff under his immediate direction in the useful applica- " 
tion of knowledge and skills on the job. 

b. That the iise of the supervisory process by those in 
executive capacity is a necessary component in the per- 
formance of their functions and is therefore a matter of 
administrative concern • 
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c. That the development of staff is inherent in the supervisory 
process and is attained effectively only through the 
conscious use of the supervisory process for purposes of 
■ Staff Development . 

2. Supervision focuses upon the development and use of knowledge, 
skills, and resources in job performance. 

a. The adequacy of agency function in terras of services to 
people in need occurs in direct relation to the growth 
of individual staff members in their capacity to render 
these services . Accordingly, supervision, in addition 
to having the derivative meaning, "to have a general 
oversight of," must focus upon the development of knowledge » 
the use of that knowledge, and the application of skills 

by staff in their day-by-day activities on the job. 

b. The process of supervision, therefore, serves to implement 
the smooth flow of agency work, to secure greater staff 
competence, and to achieve a successful realization of 
the program goals at .all levels of the agency *s operation. 

This document is based on the following premises: ( insofar as 
the State's plan differs from any one of these premises, the 
material in this document will have to be adjusted accordingly . ) 
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1< That there vill 'be separation of tht ^ unctions of determining 
financial eligibility and the provision of services. 

2. That position des^criptions. will "be based on an analysis of the 
tasks to be performed. 

3. That the client's statement vill be the basis for the 
establishment of eligibility. 

That the income maintenance supervisors will be selected from 
current social work or supervisory staff. This assumes the 
new supervisor vill have had some training concerning the 
overall goals of the agency , behavior, interviewing, establish- 
ing eligibility and processing an application, the services 
provided by the agency, community resources, etc. 

5. That the orientation of the income maintenance worker will be 
the responsibility of Staff Development, not the supervisor. 

Because of the importance of the supervisory role in carrying out 
the agency *s program of financial and medical assistance and because 
this is a new program, consideration needs to be given to the total 
content of knowledge and skills that the income maintenance supervisor 
needs in order to carry out this function. This guide attempts to 
bring together in broa,d subject areas a comprehensive content for 
training of income maintenance supervisors and presents some broad 
objectives for each area indicated. 
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Although the fonnat is similar to that of a learning unit, the 
eleven sections ARE NOT LEARNING UNITS. Each section deals with 
a broad area of the supervisory responsibility and has been singled 
out independently to call attention to it. Points of Emphasis 
ajid their suggested utilization are geared to the task analysis 
approach. The Points of Emphasis should not be considered total; 
they call attention primarily to those specific areas affected by 
the simplified method. 

It is expected that each section will be developed focused to, the 
needs of the particular group of trainees — their education, previous 
agency training, experience, special responsibilities, etc. 

The order in which these sections are presented should not be 
considered as inflexible. It is expected agencies will select material 
from it in relation to the needs of each group of trainees, including 
the depth at which it will be taught, the amount of time needed for 
each specific unit and the timing for it. 

Experience has shown that staff can make the best use of learning if 
they have an opportunity to practice as they go along. Therefore, it 
is suggested that the training plan be developed with classroom sessions 
spaced in relation to on-the-job periods. 
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No specific timing plan has been included since agencies will have 
to determine this in relation t ^ overall training program 

as well as to the education- an .ence of the staff. It would 

seem that this content could not be absorbed entirely at one time 
but that it should be spaced in relation to on-the-job periods, 
over a minimxun of a year. . Jhe^plan should also provide for on-going 
training sessions to re-enforce, to supplement and to prepare trainees 
to assume more administrative responsibility in the future. 
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AGENCY'S PROGRAM GOALS AND PHILOSOPHY 
RELATED TO DETERMINATION OF ELIGIBILITY 
FOR FINA-^^'^'n. AND MED*[CAL ASSISTANCE 

PURPOSE 

The piorpose of this unit is to emphasize the importance of examining 
the agency's goals and philosophy as a result ^of the separation of 
seiTvice and financial assistance since they form the basis for the 
new policies aiid procedures the agency has developed to implement 
the simplified method. Because supervisory staff have responsibility 
for implementing new policy and procedures and for interpreting them 
to the staff emd frequently to the public, it is especially important 
that they know the background and thinking that went into these 
decisions. A thorough understanding and* commitment to the philosophy 
and goals is the basis upon which the income maintenance supervisor 
must function in order to carry out his responsibility to the agency. 

1. The supervisor must understand the philosophy of the separation 
of the function of determining eligibility and the provisions of 
services. 

Financial assistance Euid services provided tinder provisions of 
the Social Security Act have been administered as one program 
for many years. Separation of these functions into two identifiable 
programs is considered desirable for the purpose of achieving a 
uniformly high quality of administration of assistance? and services 
with adequate program planning, staffing, and financing for both. 
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The financial needs of applicants and clients can be met 

faster and with greater dignity fov the client at the same time 

that greater efficiency and economy is brought to agency operations. 

The concept of the "right" of the needy individual or family to 7 

enough assistance from public fun^s to provide a minimum level , 

of living is a principle being given serious consideration at 

this time in our national life. Court decisions have highlighted 

legal and constitutional rights of individuals in relation to 

welfare issues. 

The income maintenance function is identifis.ble and can be 
separated as an entity for independent operation. The assistance 
function is that activity which is entailed in providing 
financial and medical assistance under titles I, IV, X, XIV, XVI, 
and XIX of the Social Security Act from the time of application to 
the provision of the assistance payment, and thereafter to assure 
that assistance continues to eligible Individuals in accordance - 
with the various provisions of Federal and State law and policies ♦ 
There are principles and established methods of administration 
which pertain specifically to the provision of financial and 
medical assistance. 

Certain mandates in the Social Security Act are specifically 
required in the administration of the assistance program. These 
include : 
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The right to apply euid, if eligible, to receive assisteince 
promptly, regularly, and continuously, until the individual 
or family is found to be ineligible. 

The right to a fair hearing before the State agency 

The .right to have information saf.eguarded 

The provision to receive assistance as a money payment 
without restrictions except in specific situations. 

2. The supervisor must understand the concept of the simplified 
method and its relationship to the success or failure of this 
program. 

The simplified method is a plan for the use of a simplified 
form to be filled out by the applicant or recipient or by 
someone serving in his behalf. It is a plan for (l) accepting 
the statement of the individual as to the facts about his 
eligibility which are within his knowledge and competence, 
(2) a testing and validation of the method on a sampling 
basis at the time of introduction to assure that it is being' 
properly installed, and (3) a subsequent continuing review 
of a sample of case actions. This concept recognizes that 
most applicants and recipients can set forth all of the 
information that is needed to establish their eligibility. 
In two areas, the policy provides that the agency must proceed 
with other methods than the client *s statement - when professional 
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determination as to permanent and total disability or blind- 
ness is a factor and the requirements as to determination 
whether training or employment was refused for "good cause." 

All supervisors should have the same understanding of the Federal 
Regulation. This would include: 

The specific provisions of the Regulation 

Interpretations given by the Federal Government of each 
of these 

The requirements that agencies must meet to implement it 

Whait their agency has done or needs to do to implement the 
regulation 

The supervisor must understand the goals and philosophy of the 
agency in relation to this program, including how the plan works 
within the agency in relation to the social services program; how 
the Job will be accomplished through the supervisory and other staff 
and what career future there is for all staff. 

The supervisor needs to understand his place in the agency structure 
both to the administration and to the workers for whom he is respon- 
sible. This concept is reflected in the fpllowing definition of 
supervision by Wilson and Ryland: 
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"Supervision is a relationship between a supervisor and 
workers in which tho supervisor, because of his knowledge 
and understanding of himself, of other human beings, and 
of "the agency function, and of the social situation, helps 
the workers to perform their fuiici:ioiis and to cooperate 
in the accomplishment of the purpose for which the 
agency is organized." 



SECTION I 
PAGE 6 

OBJECTIVES 

1. To learn the program goals of the agency, for both financial 
assistance and social services. 

2.. To xmderstand the agency's philosophy of helping people in the 
income 3nain"tenance program. 

3. To clearly understand the Federal regulation concerning the 
simplified method for the determination of eligibility. 

To learn nsv policies and procedures resulting from the agency' 
actions to implement the regulation, including utilization of 
staff. 

5. To understand the relationship of this program to the agency's 
social services program. 

6. To identify the responsibility of the supervisor for carrying 
out this program — to the administration, to the worker, to the 
applicemt, or to the general public as needed. 
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POINTS OF EMPHASIS 

1. Program Goals and Philosophy of the Agency 

Although this document is based on the assumption that the majority 
of eligibility supervisors vill come from present agency staff, and 
therefore, could be expected to have heard the program goals and 
philosophy of the agency presented in their previous agency training, 
it is important that these be included again in light of the nev 
method * These form the basis of the nev policies and procedures 
the agency has developed to implement this method and an under- 
standing of the background and thinking for these changes is 
necessary if supervisors are to be able to carry out their 
administrative responsibilities. 

Because this is a new program that has brought about a number of 
changes in the agency, it is especially important that the director 
of the income maintenance program present this to the supervisors. 
At times supervisors will find that they represent the agency 
to the public and they should have the security of hearing, from 
the director his interpretation of this important aspect. Included 
in this content should be: 
A. Program Goals of the Agency 

1. The revised agency structure (use a chart or other visual 
aid) to show the lines of responsibility and relationship 
between the eligibility program and the social services 
program. 
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2. Career ladders * Because it is expected that many agencies 
will assign the income maintenance positions to staff with 
less than an AB degree some provision should be made as 

to how the staff can progress within the agency structure • 
This will apply to all sub-professional staff, as homemakers, 
day care center operators, etc. The Harris Amendment indicates 
these should not be dead-end Jobs* How and under what conditions 
do income maintenance workers and others advance? What 
provisions re education and further training does the agency 
provide for them? ^ 

3. New regulations or laws or policies developed to implement 
this program and the reasoning behind the decisions made- 

Agency's philosophy of helping people in relation to the simpli- 
fied method 

1. Acceptance of the client's statement. 

2. Other recent Federal regulations that affect services or 
program. Fraud, Legal Services, Use of Subprofessionals and 
Volunteers, Fair Hearing, Locating Absent Parents. 

3. Plan for keeping public and applicants informed of the serv- 
ices available7 including financial assistance . 

Acceptance of the client's statement for determination of eligibility 
instead of an ''investigation." 

Recent FederaO. policies have focused particular attention on recognition 
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of the Human and Civil Rights of individuals in their dealing 
with public welfare agencies. The present regulation of the 
simplified method is an outgrowth of these policies and 
practices. The emphasis has been on the individual as a primary 
source of information, on his right to consent for contacts made 
about him with others, on the necessity of giving him advance notice 
of purposed changes in his assistance, and on other requirements that 
aim at assui-ing his rights and respect for him as a person. The 
use of the client's statement in determining his eligibility was 
emphasized in relation to the Medical Assistance Program and in 
connection with Title V Project under the Economic" Opportunity 
Act administered by the Department of Health, Education, and 
Welfare. The purpose was to simplify determination and expedite 
the provision of services to the individual and his family. 

The regulation provides every opportunity for the agency to accept 
the client as the chief source of information. However, for those 
instances in which the agency needs to take further steps in the 
eligibility process by more traditional methods, vhen there are in- 
consistencies or gaps in the information presented which cannot be 
resolved by returning to the applicant and which, to a prudent 
person, suggest the need for further exploration. A full 
investigation will be conducted only under circumstances specified 
in the regulation or in the Validation or Quality Control process. 
Other factors involved are: 
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The meaning of tha "prudent person" must be thoroughly under- 
stood. The provision regarding the purdent person applies to 
the particular case that might indicate further inquiries 
should be made, additional substantiation or verification 
should be sought. For example, there may be inconsistencies 
between information currently given by the applicant or 
recipient and earlier agency records which would need to be reconc 
either by going back to the individual or by other verification. 
It would not apply to all cases in any category or even a 
significant proportion of the total. The "prudent person'* " 
concept cannot be used as the basis for continuing the 
investigation of all eligibility factors routinely. 
No face to face interview is required nor routinely necessary. 
In an individual instance questions may arise based upon specific 
information that can be cleared up only by a visit to the home. 
These are specific and applicable to an individual situation; for 
clients who are helpless or cannot gather their own information, 
the agency should make other provision for helping them file an 
application. It is expected that the majority of these can be 
clarified by a telephone call or by letter. 

The Validation Process or Quality Control process and the super- 
visor's relationship to them should be clarified. 
The purpose of the continuing review of sample cases is to 
provide a way for testing the effectiveness of the system . This 
review will enable a State to know whether, and the nature of , 
any problems that have ever arisen. 
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d. Case recording will be limited and the record will be 
available to client iinder certain r. -u^i i' ons . (See 
regulation on Fair Hearings) Sin re ^ application form should 
. have the basic necessary information to determine eligibility 
only pertinent information relative to those items not 
completed on the application would be needed, plus any 
necessary agency forms. No narrative recording should be 
necessary. 

The State agency ^s program in relation to the Federal Regulation 

a. Specific provisions 

b. Interpretation of these provisions 

c. What steps agency has taken, is taking, or plans to take to 
implement this regulation- 

The supervisor's responsibility in relation to this regulation 

a. To clarify his own thinking and feelings about the new method. 

b. To \mderstand his administrative responsibility to the agency 
for seeing that this program is carried out. 

c. To help the income maintenance worker understand his Job and 
develop skill in determining financial and medical assistance 
for all applicants. . 



SUGGESTED UTILIZATION OF POINTS OF EMPHASIS 
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Since this Section relates to broad basic information needed by Super- 
visors in order to perform their fianction, quite a bit of reading will 
be indicated and sufficient time should be allowed for this. The Fed- 
eral Regulation should be studied as well as new regulations and proce- 
dures of the agency resulting from any simplification, reorganization 
of structiare and assignment of staff. Ample time for discussion and 
clarification of questions should be allowed. Both negative and posi- 
tive attitudes may be present about some of the details and these will 
have to be dealt with. 

1. Discuss the Federal Regulation in relation to each of its parts. 
Note the Federal interpretation for them (these are included in the 
regulation attached) . 

2. It is recommended that the State Director or the Director of the 
Income Maintenance Program present the Program Goals and Philosophy 
of the Agency. Include: 

a. Discuss the State's regulations in relation to the Federal 
Regulation and give the reasoning behind changes in laws or 
procedures that have been made to. implement the simplified 
method. Include plans for further changes. 

b. Using- a chart or visual aid phow the revised agency structure 
for income maintenance and service programs. Point out the 
lines of responsibility and relationship between the two 
programs . What problems are showing up? How does he think the 
supervisors can help with them? _ 
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c. Discuss t^e agency's rationale for assignment of staff. What 
are future plans7 What future is there for this group of 
supervisors'? What requirements vill they have to meet? 

Develop several critical "incidents" around difficulties in 
relationship between the social service workers and income 

.. ,_^,^3 Have group discuss what information they have 

maintenance vorkers... naye ^i^y-f 

now that would help them resolve this. - - - 



section ii 

understanl)Ing the functions of the income maintenance staff 

PUBPOSE 

Because the trainees will, in most Instances, have been a worker in 
the agency at some time, we may be tempted to take for granted that 
they understand the job of the income maintenance worker. They 
probably do as they performed it , in relation to establishing eligibility. 
But they are no longer workers and they need to look at this Job in 
relation to the specific tasks involved in it and at their responsibility 
toward it. 

Too often we think, of supervisidn in terras of the supervisor and the 
worker who .deals with the client directly, but the supervisor will 
undoubtedly have other staff for whom* he i.'5 responsible. This will 
depend upon the agency structure and its staffing patterns. For example, 
will the total function of establishing eligibility be carried out by 
one worker or is it to be divided among several — receptionists, reviewer, 
telephone worker, budget clerks and resource analysists. Their tasks 
will be different. The supervisor will need to understand the functions 
of all staff for whom he is responsible. The trainee should look at 
these Jobs individually and as they relate to each other . This will 
be helpful to him in planning and managing the total workload for which 
he 1.5 responsiible* 

He not only needs to know the tasks that each of his staff is expected to 
perform but he also needs to know: 
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a. What a worker brings to his job in the way of education and 
experience 

What the agency provides in the way of helping these workers 
begin i:o develop competence for rthis Job. 

Without this knowledge the supervisor cannot do his job in developing 

a relationship with the worker, in carrying out the evaluative responsibility 

and in the teaching and enabling aspects- 

Whatever the agency's staffing pattern and structure, the principles and 
suggestions in this Section apply to all staff to be supervised. The 
content would need to be focused to the specific tasks of the particular 
staff under discussion. Example: receptionist — what are the specific 
tasks for which she is to be held accountable, what direction will she need 
for perfdrming those tasks, what training will she need, what kind of 
supervision? 
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POINTS OF EMPHASI S 

The following should be included in tb& supervisor's training: 

1. Identification of the i acans maintCTiance staff emd their functions 
for which the supervisor is tto be responsible. 

It will be necessary to define the particular staff to be 
supervised. The trainees may already know this or they may not 
yet have been assigned. If not, the Instructor should make every 
effort to find out iso that all necessary resource material is 
available. This will include position descriptions, charts of staffing 
patterns, etc. The positions will include, in addition to the 
worker, the receptionist, information-giving worker, outreach worker, 
budget clerks, filing clerks, secretaries, resource workers , euid 
others according to the staffing pattern and size of the agency. 

2. Recognition that the fvmctions involved in establishing eligibi?city 
are task centered. Identification of the tasks is necessary since 
Job descriptions are usually written in general terms. The supervisor 
must understemd for what the worker, is held responsible . This is 
imperative if the evaluation of staff is to be accurate and objective. 

3. Based upon the job specifications and clarification of the 
education and experience required for each staff to be supervised 
becomes important, i&reas that -will , or may, need special abstention 
should be noted, i^o, stre anjr staff overly educated or eamerienced 
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for a particular position. If so, this could be important in 
managing the workload and assignment of tasks within a gi^en 
unit. For example, if etn income maintenance worker has a BA 
and more experience but chooses to remain as an income maintenance 
worker certain responsibilities might be delegated to her, such 
as reviewing all budgets or making all contacts regarding relative 
responsibility. 

As stated earlier, this document assumes that Staff Development 
will be responsible for the initial training of the income 
maintenance worker. If not, Staff Development must take responsibility 
for not only developing the content needed for training the income' 
maintenance worker but also for training the Supervisor to perform 
this function . 

If Staff Development does train the' income maintenance worker, a 
review of content should be included here, as well as suggestions 
as to how the Supervisor can make use of this knowledge. The 
following points should be highlighted: 

a. The philosophy of the simplified method pres^ented to the 

eligibility staff, including personal contacts, how and when 
visits will be made, acceptance of the client's statement, 
meaning of the "prudent" person. 
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b. The evaluation of the declaration form for determining 
eligibility 5 including the process for determining the 
amount of the grant, handling of special grants and other 
items . 

c. Questions on the form that may require clos^ supervision. 

d. How to recognize clues for needed services , both from the 
application and in personal contacts. 

e. Relationship to oiher agency personnel. 

f. Relationship to supervision. 

g. The details of the following will have "been covered in- previous 
sessions but should be reviewed here so that the supervisor will 
know the details of training given and the points emphasized. 

1. Processing the application for approval. 

2. Processing the application for denial. 

3. Recording of information. 

i|. Filing of application and notation of date for redetermination 
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SUGGESTED UTILIZATION OF POINTS OF EMPHASIS 

!• Identify all staff which the trainees will supervise. 

2. Provide each trainee with a blank copy of Chart I* Using the 

position description for each staff position identify the tasks 

for each. 

3* Using Chart II, list the knowledge and skill for each task in 
the income raainteneince worker position. 

Select several items from Chart II and have group discuss 

a. Whose responsibility for training for beginning performance 
(staff Development or Supervisor). 

b. If Supervisor 'Sj dis\"5uss ways he will do this. 
5. From a specific case situation have group identify: 

a. what tasks the worker performed. 

b. was task performed adequately? 

c. what help the worker may need. 
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SECTION 1x1 

THE SUPERVISORY RESPONSIBILITY 

PURPOSE 

The responsibility of an agency for providing services to the community 
is accomplished throxigh a variety of staff. Looking at the position of 
the supervisor in the agency structxire it becomes apparent this is a 
most strategic one. A chart of the staffing of the agency usually 
shows the supervisory position located between the administrative 
staff and the staff providing direct services. Therefore, the supervisory 
responsibility flows both ways — up as well as down. 

The administrator is dependent upon the supervisor for presenting 
information to him as to what is happening to people. From them he 
learns how the services are being given, where and what problems 
need attention. On the other hand, the service staff look to the 
supervisor for clarifying policy, for keeping them current on .new 
regulations and procedures and for maintaining conditions that permit 
them to do their Jobs. 

These activities are some of the administrative responsibilities of 
supervision. It is important that the new supervisor sees himself as 
a part of administration right from the beginning. 

It is the purpose of this section to introduce the trainee to the 

scope of supervision, to see it as a part of administration, to recognize 

the teaching component aixd the enabling aspects. 
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The trainee brings to his assignment his own ideas of what supervision 
±3 based largely upon what his own experience has been. There may be 
both negative and positive feelings. In addition, he is taking on a 
new responsibility, and it is normal for him to have some anxieties at 
such a time. Understanding what supervision is and his responsibilities 
in general will provide him with a basis for moving into the specifics 
of the job. Recognition of what he brings from his previous Job 
experience will provide him with some security as well as a bench mark 
from which to move ahead. 

OBJECTIVES 

1. To identify the components of supervision 

2. To identify the specific tasks for which the agency holds the 
supervisor accountable. 

3. To affirm knowledge and skills the new supervisor brings to the Job 
and assess the additional knowledge and skills acquired. 
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POINTS OF E!>gHASIS 

1. The cotaponents of supervision 

Some States have definitive statements in their manual regarding the 
philosophy and functions of supervision. If so, this should be the 
basis for developing learning in this area, for it is within this 
framevork the trainee will be expected to perform. If the agency has 
none, the Staff Development instructor may wish to have the group 
develop a statement now consistent with the expectations a s given 
in the agency's Job description for supervisors > 

A prepared list of definitions of supervision is attached (Chart l). 
These definitions reflect the scope of supervision as seen by several 
authorities in the field. These definitions use the termst ''administra- 
tive," '"enabling" and "educational" which seem too broad for this 

'.V, 

purpose. Because their meemings sometimes overlap, it is suggested 
that the specifics of the supervisory functions be thoiight of in 
terms of: 

1, The supervisor's responsibility to the worker (helping, 
enabling and teaching) 

2, The supervisor's responsibility to the agency — (administrative) 

3, The supervisor's responsibility to the community — (administra- 
tive including public relations) 

U. The supervisor's responsibility to himself — (professional 
growth, self awareness, self evaluation) 

O 

ERLC 
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However, the Wilson and Ryland definition has been selected as 
a basis for developing this material because it is quite specific, 
can be broken down into parts for discussion, and reflects the total 
aspects of supervision. 

The Tasks of the Supervisor 

The agency should use its own Job description for the income 
maintenance supervisor. Usually these are written in general 
terms. If the supervisor is to be evaluated on how well he 
performs, the agency has the responsibility to make known to 
him what are the specifics on which he will be Judged, and what 
knowledge and skills are necessary to perform this function. 
If he does not now possess these, the agency should make known 
to him how it plans to help him "grow and develop" as a supervisor. 

The knowledge and skill each trainee brings to the Job should be 
related to those listed in the supervisor's Job description. It is 
important that the trainee landerstand what in his past record of 
experience, education, ability and so forth has led to his being 
considered for the supervisory Job. 

The new knowledge and skills needed 

As the trainee looks at the responsibilities in the supervisor's Job 
he will see that there are some areas in which he has not had 
experience. These new areas of responsibilities will require new 
knowledge, and new skills to be developed. For example, he will 
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need more understanding of (a) how to control the flow of work; 
(b) how to conduct a group conference; and (c) how to develop 
staff capacity. 
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SUGGESTED UTILIZATION OF POINTS OF EMPHASIS 

1. Clarify vitli group the meaning of each of the components of supervision — 
administrative, educative and enabling. Give special consideration 

to the enabling component, as this is often taken for granted, 
(mechanics of doing the job, providing adequate space and equipment 
including up-to-date or current resource material, getting interpreta- 
tions, clearing the way to operate, cutting through red tape vhen 
necessary, etc.) 

2. Provide each trainee vith a list of the attached definitions. 
Through discussion, note the focus of each one and similarities. 
How does each one relate to the components of supervision. 

3. ' Use the Wilson and Ryland definition: 

"Supervision is a relationship between a supervisor and 
workers in which the supervisor , because of his knowledge 
and understanding of himself, of other human beings, and of 
the agency function, and of the social situa-^i^ion, helps the 
workers to perform their functions and to cooperate in the 
accomplishment of the purpose for which the agency is organized." 
- Wilson and Ryland 

Break it down into several parts: 

a. Relationship between supervisor and workers 

b. Supervisor's knowledge and understanding of himself 

c. Supervisor's knowledge and understanding of other l?uman beings 

d. Supervisor's knowledge and understanding of the agency's function 
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e. Supervisor's knowledge and understanding of the social 

situation 
f • Supervisor helps the workers - 
to perfonn their functions 

cooperate in the accomplishment of the purpose for 
which the agency is organized 

Discuss each of these points separately, noting what each means, 
what knowledge and skills are involved, how each point contributes 
to the total, helping the trainee to see the scope of their 
responsibility — that is something more than "checking eligibility," 

Special attention, should be. given to helping the trainee look at 
himself and how he^ affects any situation. 

Provide each trainee with a copy of his Job description. For each 
item included as duties in the supervisor's job description have 
traTr-^es list the following: 

a. The tasks involved 

b. The knowledge- needed to perform the tasks 

c. The skills needed to perform the tasks 

d. The component of supervision to x/hich each of the duties 
is related 



Chart II could be used as one example for helping the trainee see what 
is really involved in his Job and to help him determine what are the 
knowledge and skills with which he will need help.) 
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Have the trainees list the knowledge and skills each brings to 
the Job at this time. (Can refer to job description section on 
minimum qualifications and qualifying experience) Have them 
select those that have special implication for the supervisory 
responsibility. 

Have group identify the tasks they performed as workers , which 
bhey will no longer perform as supervisors . Handle any feelings 
about this* 

Have the group select from the Job description the kinds of 
responsibilities that will be new to them, for which they have 
not had responsibility as a worker. List these and opposite 
each, list the knowledge and skills which will be needed in 
order to perform these tasks well (see Chart II). Have group 
list these in order of priority for training under your agency's 
plan and in. relation to their previous agency training. 
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CHART I 

DEEEWITIONS OF SUPERVISION 

"An educational process in which a person with a certain equipment 
of knowledge and skills takes responsibility for training a 
person with less equipment" - Virginia Robinson 

Charlotte Towle defines supervision as an administrative process 
with an educational purpose. 

"Supervision is a dynamic enabling process t)y which individual 
workers who have a direct responsibility for carrying out some 
part of the agency program plan are helped by a designated staff 
member to make the best use of their knowledge and skills, and to 
improve their abilities so that they do their job more effectively 
and with increasing satisi'action to -^^emselves and. to the agency. 

"The supervisor's resjmsfbilities axe both administrative and 
educative in nature; xeguliarly schedioiled consultation is considered 
a primary means.' The: ^aciis: of superscision will shift with the 
developissnt: and growfeg: abilities of" Imth worker and supervisor. 

"The ultimate objective -mf. supervision is that through more 
effective effort onth^^ part of its workers, an agency's services 
are improved in quality and its central purposes come nearer to 
fulfillment." - Margaret Williamson 
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"Suparvislcn Is a relationship betveen a supervisor and workers 
i„ which the supervisor, because of his Knowledge and understanding 
Of himself, of other hu^an beings, and of the agency function, and 
of the social situation, helps the workers to perform their 
functions and to cooperate in the accomplishment of the purpose 
for which the agency is organized." - Wilson and Bylsnd 
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CHAET II 



DETERMINATION OF TASKS INVOLVED IN THE SUPERVISORY JOB 



delates to What 
Component of 

Tasks Knovledge Needed Skills Needed Besponsibllity 



SECTION IV 

DEVELOPING THE SUPERVISORY RELATIONSHIP 

PURPOSE 

Without understanding the meaning and use of the supervisory 
relationship, the eligibility supervisor may see his Job as simply 
checking requirements and budget figures. It is important, there- • 
fore, the supervisor be quite clear about what it is. 

If the trainee were a former social service worker in the agency, he 
may have learned to use the relationship .ith some skill with the 
Client. NOW he must understand how he uses the relationship with 
the worker, ^s a worker, trainee may often haye known intellectually 
the component of the relationship, but was not always able to apply 
them. We, tfcrefore, can expect the new supervisors to see its 
Obvious mis-u^., but they will need help with the more subtle ways 
in which they-may violate the relationship. 

How the supervisors can use the relationship with workers, as well ' 
as helping the worker to use it in the eligibility process, will need 
plenty of time and practice. 

Basic to the developing of a good relationship is the understanding 
Of human behavior. The focus, content and depth to which this knowledge 
must be taught will depend upon the previous experience of the trainees 
(Example: former social service worker) and the kinds of in-service 
training they have had, if any. 
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As workers , the primary emphasis was on understanding and dealing 
with the client ' is behavior. Now the tzsaiiaee must lesLrn "to iindsrsiand 
behavior in order to: 

1. Help tlte worker grow in iinderstandin^ and dealing with the 
behavior of clients etnd his own part dm it- 

2. Apply his understanding and knowledge to the worker ' s 
behavior in all aspects of his Jo:b- 

3. Develop an awareness of his o^m ''^rf^^mmar as it affeirts the 
carrying out of the supervisory responsibility. 

Item 1 is the basic ingredient in the wcaiiker- client relationship and 
should be the primary focus of the individual conference^. Itemsi-2 
and 3 are basic to the development of itiier worker- supervisor irfilfartion- 
ship . 

This content should focus on the meaning: of behavior to (1) ^prepare 
the supervisor for the expected and xanexpected behavior of the workers 
and (2) help the trainee see himself as a human being first, with 
some prejudices, specific ways of working and ways of responding to 
.the world that are peculiar to him. 
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OBJECTIVES 



1. To use the elements xif the relationship effectively. 

2. To develop a relationship appropriate to the supervisory 
function. 

3. To review the meaning of worker's actions in relation to clients:. 
k. To understand worker's behavior in relation to the supervisor. 

5. To develop an awareness of himself as an individual. 

6. To develop behavior patterns appropriate to the supervisory 
relationship. 
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POINTS OF EMPHASIS 

1. The concept of supervision as used in this material is "based 

on Wilson and Ryland's definition (see Section III) "Supervision 
is a relationship between a supervisor and vorkers in which the 
supervisor, because of his knowledge and understanding of himself, 
of other human "beings, of the agency *s function, and of the social 
situation, helps the workers to perform their functions and to 
cooperate in the accomplishment of the purpose for which the agency 
is organized.*^ 

It is important that the trainees are quite clear about the 
elements that make up the successful supervisory relationship and 
that they all have the same understanding of these elements. Based 
on Biestek^s material, the seven elements are restated in terms 
of the supervisor-worker relationship. 

a. Purposeful expression of feelings - the supervisor recognizes 
the worker has a right to present his side of any problems 

in his own way, including his negative feelings. 

b. Controlled emotional involvement - the supervisor is sensitive 
to the worker's feelings and tries to ^understand what they 
meaxi and make appropriate responses to them. 
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c. Acceptance - the supervisor accepts the worker as he is, 
with some good and some not so good qualities. 

d. Individualization - the supervisor recognizes the right 
of the worker to be an individual, not as any individual, 
but as this individual, with all the things that make him 
unique and different from others . 

e. Non-Judgmental attitude - the supervisor recognizes that 
he is not a judge of the worker as a good or bad human 
being but evaluates the worker actions objectively. 

f . Self-determination - the supervisor recognizes the right 
and need of the worker to make his own choices and decisions 
as far as possible within his capacity to do so, legally, 
and within the program of the agency. 

i 

g. Confidentiality - the supervisor respects the information 
given by the worker and shares it only with his consent 
and in his best interest. 

In order to promote a successful relationship, it is inrportant 
that the supervisor understands the worker as an individual. To 
accomplish' this, it is necessary to individualize him as a worker 
would a client in trying to help him develop on the job. 
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If the workers axe from the client group or from a minority group, 
the trainee will need to develop special skills iniinderstanding 
how these elements can be used effectively with them. 

How well the trainee understands himself - his own needs and his 
own behavior patterns - will be very important to his ability to 
develop a good relationship with the workers he supervises. 

If trainees are former social workers in the agency, the use of 
the supervisory relationship will be very important, especially 
around any feeling the trainee may have regarding changes in 
procedures and policies the agency has made in order to implement 
the simplified method. This can be both positive and negative. 

The supervisory relationship is not confined to the individual 
conference. It is an on-going daily personal thing that is 
involved every time the supervisor has any contact with the worker 
or with the worker's efforts. 

The subject of human behavior is broad and complex, 
a. Human behavior means how a person reacts to a given 

situation, person, group or commimity, not behavior in the 
sense of moral approval or disapproval of an action. 
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Humaji behavior is directly related to the satisfaction 
of hiiman needs • If a basic human need is not met or not 
sufficiently met for a particular individual, he will react 
in some manner. One cannot predict how he will react. It 
may be with discouragement, impatience,' indifference, 
belligerence or confusion. Many factors will be involved 
in a particular reaction to a given situation. Often all 
that is involved in the behavior will not be "understood. 
However, we should understand that: 

1. Any person's behavior at a given time will be the 
result of many factors 

2, Some of these factors are probably real and immediate 

3^ Some may be rooted in events that have happened to him 
over a period of time 

The behavior in some way represents his effort to 
satisfy his particular human needs 

The behavior of any person in a particular situation is 
usually conscious, that is to say it is more or less 
deliberate. However,, in many situations at least part of 
any behavior exhibited is prompted by the subconscious. 
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d. Reactions tend to be exaggerated when a person is 
confronted with a new situation or when new factors are 
injected into a situation. 

e. Individuals tend to react primarily on the basis of 
feelings and emotions. 

Defenses are devices used by everyone (both workers and supervisors) 
to face unpleasant and painful experience more comfortably. Some 
defenses are constructive and enable the person to function better. 
Some defenses are destructive and tend to keep the person from 
functioning at an adequate level. 

It is important that the supervisor determine (l) what actually 
are the worker's defenses; (2) what piirpose are they serving the 
worker at this time; (3) how flexible are they; and {k) how 
constructive are they. 

Local cultural patterns that may affect behavior 

a. No supervisor can hope to know all cultural patterns. He 
does need to be able to identify and to accept a worker's 
feelings that include those arising out of his culture. 

b. Supervisor needs to develop an awareness. and sensitivity 
that come from a knowledge and appreciation of cultural 



SECTION IV 
PAGE 9 

differences so that he and the worker can take joint 
responsibility for dealing with them. 

c. Supervisor must take responsibility to bring out conflict 
that arises from cultural differences and to help worker 
resolve it when the solution to his problem impinges, on a 
choice between cultural values. This is especially 
important when minority groups are involved. 

d. In addition the supervisor must be aware of the pressures 
exerted by certain cultures to make the individual conform 
and must recognize that he may unwittingly represent one 

_ of these pressures because of his different cultiire. 

10. The importance of self-awareness and its effect upon the 
supervisory relationship. 

a. Supervisor as an individual. 

b. Supervisor as he reacts to social situations, to authority, 
and to elements in the relationship. 

11. The importance of awareness of dependency — what constitutes 
it, how it can develop, how the organizational structure may 
foster it — both by workers on supervisors and by supervisors 
on workers. 
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SUGGESTED UTILIZATION OF POINTS OF EMPHASIS 

1. Provide the group with a copy of the revised statement of elements 
in the relationship. Enlist from the group illustrations of how 
each is applied in specific situations. For example, referring 

to element number 1, a worker is consistently late in getting in 
required reports. Relate elements to handling this. 

2. Have the group develop an individualization chart for a worker. 
What do they think should be included? (Chart I attached) Why? 
How would they use this? 

3. Develop several sample problems utilizing an Individualization 
chart for a worker plus questions involving several of the elements. 
In small groups discuss possible approaches to helping this worker. 

h. Select several teams (one as worker and one as supervisor) to do 
role play based on these or other problems. 

5. Pr^oare some vignettes from records of supervisory conferences that 
show good and poor understanding of the relationship- This should 
include both obvious and subtle incidents. 

6. Discussion to clarify "behavior is purposive" including both positive 
and negative aspects, how people react to having to ask for help, 
prejudices, defenses, and so forth. 
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T. Review content regarding behavior as included in the worker »s 
training in relation to clients. Help trainees transfer this 
content to their own role with the worker. 

8. Have the group develop a list of the kinds of negative behavior 
they may have to deal with (Example: tardiness, failing to keep 
appointments, sloppy work, over staying l\inch and coffee period 
and so forth). Discuss: (l) need for analyzing why this behavior 
occurs and (2) what the supervisor can and should do about it, 

9. Have group discuss their own attitudes and feelings that hinder 
or help workers. Relate these to exercise number 3- Have each 
member develop a list for each of the following: 

a. Things that make me angry 

b*. Things that frustrate me 

c. Things that make me impatient 

d. Identify those that are likely to be present in the work 
situation 

e. How would they affect working relationship 
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10. Discuss any cultixres present in your agency's Jurisdiction. 

What are the patterns that may react negatively? What attitudes 
or feelings may arise euid need to be vatched? Stress the positive 
approach. This will be especially important if vorkers are from 
a variety of cultural or minority groups. 



EKLC 



INDIVIDUALIZATION 



SECTION IV 
CHART I 



Some of the knowledge needed by the supervisor in order to individualize 
a worker: 

Appearance 

Age 

Sex 

Health problems 
Formal education 
Agency training 

Work experience - 1. Prior to employment with agency 

2. Prior to assignment to this job 

Family relationships or situation that may affe-^t the 
Job 



NOTE: The emphasis on development of such a chart is on helping the 
worker. This is a beginning tool that the supervisor can use 
in later sessions, adding to it items needed in relation to 
giving specific kinds of help. 



SECTION V 

THE TEACHING ASPECTS OF SUPERVISION 



PURPOSE 

As stated previously, this document assumes that the initial training 
of the Income Maintenance worker and other . Income Maintenance staff 
will be done by Staff Development, If not, Staff Development will 
train the supervisors to teach. VThlle some of the material in this 
section will be applicable to that, it by no means encompasses the 
total content for prejuring the supervisor for that responsibility. 
The focus of this section is to h^^lp the supervisor see that he is 
not a classroom teacher but that he assists the worker to learn on 
the^Job. His responsibility is focused to (l) helping the worker • 
apply his initial training to the day-by-day job, (2) teaching him 
new knowledge such as policy changes, new regulations, how to use 
new forms, etc., (3) utilizing his knowledge to increase the worker's 
skills , etc. 

Responsibility for this function will be new to many of the trainees, 
and they will undoubtedly have some anxieties about it. To carry 
out this function it will be necessary for the supervisor to understand 
(l) what this responsibility involves; (2) ways in which people learn; 
(3) why some people do not learn 'easily; and {h) how to utilize his 
own knowledge in helping the worker grow on the Job. 
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OBJECTIVES 

1. To identify the supervisor's teaching role in relation to the 
Staff Development program. 

2. To help the trainee un-^^erstand his unique place in the worker's 
learning process* 

3. To utilize learning principles in supervision. 
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POINTS Qi^' EMPHASIS 

1. It is very important that the supervisor iinderstand what his 

training responsibility is in relation to that of Staff Development. 
The Staff Development responsibility includes the following foui- 
areas* 

a. Teaching the basic knowledge required 

1. To meet Job expectations, which increase with length 
of work experiences 

2. To expand on agency progreun 

3. To broaden the agency's goals by increased services 
to clients 

b. Teaching knowledge and methods, new to the agency's staff, 
that are required to implement a new program successfully 

Teaching knowledge in the field of social work or other 
professions involved in implementing the agency's programs 

d. Increasing the competence of an identified group of staff 

when program evaluation, made at regular intervals, indicates 
the need 

On the other hand the supervisor, along with the other functions 
of administering and implementing, also has an enabling function. 
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This means: 

a. He provides leec-ziing experiences to enalble the workers 

to use, on the Job, the knowledge and skills acquired from 
previous educational and life experiences, including what 
he has learned in former training sef!3rs4otts . 

b. He provides learning 'i&iXperiences to deepen the worker's 
knowledge and under steuiding of his Job. 

c. He makes available information that «nable ttie wo«fcer 
to give me^© effective ^p«rvlces to an individual client. 

2. Review initial training for new Income Maintenance worker to 
point out the responsibility that Staff Development has, contrasted 
to that of the supervisor. Identify the knowledge the new Iwctsme 
Maintenance Technicd/aa aii^ill necfii iUrcsea supervisor. 

3. How People Learn 

While the supervisor's teaching responsibility is different frcEcr: 
that of Staff Development, the same learning principles are 
applicable. Experience and agency training have pointed consistently 
to several simple principles of learning, especially applicable 
to on--the-Job training . 

a. Begin where the worker is. 

We need to determine what knowledge and skills the worker 
brings and begin at that point. This can be done by looking 
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at the experience record of the worker, the Joh specification, 
and the agency training. 

Motivation is esirontial 

We need to understand what motivates people to learn. 
Vfhat factors are involved? Which of these can the supervisor 
do something about? If supervisor cannot, what is his 
responsibility for letting worker know? 

Learning is more rapid whisn the value and usefulness of 
knowledge is recognized. If knowledge is repeated, does 
worker understand why? 

New ideas must be tied up with knowledge already acquired; 
the unfamiliar must relate to the familiar. 

In helping the worker apply new knowledge or to apply the 
knowledge gained in Staff Development to the specific situa- 
tion in the workload, the supervisor will want to relate this 
knowledge to scxnething already learned and to show the worker 
how that knowledge can be applied. Using illustrations that 
show this relationship is one way to help, or have group 
develop situations to which worker can apply the knowledge. 
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Individuals learn as they make active application of ideas 
presented to actual problems. 

Example: Have group select several items from Staff 
Development training given new workers and develop a plan 
to help workers apply this to a specific situation. It is 
difficult to determine the total amount of knowledge that 
may be needed, but it is essential that no ideas or material 
be present that cannot be related to the actual Job the 
worker is doing or will be doing within the very near future > 

f . People learn in different ways and often require a combination 
of opportunities; not everybody learns by reading- 

We have only to look around at the different ways in which 
we all learn and the preferences people have for certain of 
these media in order to understand this principle. For 
example: What is it that children learn from TV before they 
ever go to school? How many people learn through looking at 
magazines which reflect information through pictures? People 
go to the movies; they go to lectures. What are others? 
What equipment does the agency have? (Overhead projector, 
tapes, films, etc.) The supervisor needs to explore and to 



SECTION V 
PAGE 7 

be able to use them vith some skill in helping her workers 

as appropriate. 

(Note to Staff Development: Which have you used 

or are using in training supervisors? Help group see 

how you used them.) 

Motivation of workers to learning 
Motivation to improve one's knowledge and skills or for any action, 
is affected by many forces - some within the worker himself, some 
by the supervisor, the agency and/or the community. It is in 
this aspect that not all workers can be motivated and that is why 
it is necessary to look at the motivation in terms of not only 
the worker, but also of outside forces as well. 

Supervisor has a responsibility to bring learning needs of staff 

to the attention of Staff Development, He should participate 

in various phases and in various capacities of the Staff Development 

program. 

Methods through which the supervisor teaches 

a. IndividuaJ- Supervision - provides opportunity for working 
on individual problems and needs of a^ worker. 

b. Group Supervision - offers an opportunity to provide general 
information or dealing with common problems. 



c. Role Model - for the worker 
the behavior and activities 

(Note) These methods are dealt 
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to observe ^xid learn from 
of the Supervisor. 

with more fully in Section VI. 
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SUGGESTED UTILIZATION OF POINTS OF EMPHASIS 

1. Select a specific task of the worker's, such as budgeting. Have 
group develop steps involved in the supervisory responsibility 
for enabling the vorker to perform this task* Relate to items #1 
and #2 (in Points of Emphasis) regarding the supervisor's function, 
and Staff- Development training. Example: What did Staff 
Development teach workers regarding budgeting. Based on this 
what are the next steps for the supervisor? 

2. Select a specific task of the worker such as providing information 
regarding eligigility requirements by telephone. Have group develop 
a plan for helping the worker improve by application of the learning 
principle. "Begin where the worker is." How do they determine 
"Where he is" in relation to a task? 

3. Break into small groups to develop a list of ^the factors involved 
in motivating workers to improve knowledge and skill. Select 
those, ubout which the supervisor can do something. Determine 
when and how. 

U. Discuss each method (individual conference, group session, role 
model). From their own experience have group illustrate what can 
best be learned from each. Emphasize importance of Role Model. 
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METHODS OF SUPERVISION 

PURPOSE 

One of the frequent complaints heard today is "lack of communication." 
There never seems to he a lack of rumors , how^ever, and this is a direct 
result of poor commxinication. It is also very poor for morale* One of 
the basic principles of Administration is to ""bring the staff along." 
This section will provide for a review of the ways in which staff are 
kept informed as well as ways in which direct teaching and learning takes 
place « 

Within an agency a variety of meetings are held for staff. Some are held 
for specific staff; others for partial staff and still others for total 
staff (including clerical). The purpose, duration, and content will vary: 
in relation to the agency's structixre and needs • A supervisor needs to be 
aware of the purpose and content of all meetings in order to coordinate them 
with and integrate them into the total plan for helping his staff grow on 
the job. 

Agencies differ in structure and size. However, in general, the following 
are the usual kinds of meetings held. If the agency has others, they should 
be included, 

1. General staff meetings 

2. Unit meetings 

3. Supervisors' meetings 
Others 
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Both anxiety and confusion atout the "authority" the supervi-iior has, 
and how he uses it, will undoubtedly be present on the part of new 
supervisors. Clarification of what it is and how it is used will 
be important especially in (l) the one-to-one relationship, and 
(2) the group situation. Specific attention should be given to each 
situation. 

The usual methods of supervision are: 

Individual conferences 

Group conferences 

Use of Specialists 

Use of Consultants 
Each has its own particular way of helping the worker learn and grow. 
There is need to understand this, as well as what each demands of both 
the supervisor and the worker. 
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OBJECTIVES 

1. To give the trainee confidence through showing him there are 
accepted, recognised methods of doing this Jot which he can 
master by applying himself. 

2. Help the trainee recognize prejudices he may have about methods 
of supervision as a result of his experiences as, a worker. 

3. To use the supervisory authority positively. 

U. To use agency meetings effectively in the development of the 
worker. 
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PQIMTS OF EMPHASIS j 

1. Trainees will have participated in some of the meetings held by 
the agency but not in all. It will be necessary for them to look 
at all agency meetings now in terms of (l) what they provide for 
enhancing their own knowledge and skill and (2) how they can be 
used to help the workers. 

2. The degree of effectiveness of a conference depends upon the 
purposeful planning as related to staff needs and program development 
and to the choice of method most appropriate to the end result 
desired.' Preparation for any conference is essential by both the 
supervisor and the worker. This will be especially important if 

the trainee has been supervised as a worker by a person who 
practiced the "open door" type or "supervision on the hoof" 
(caught in passingll) Experience has shown how difficult this 
is to deal with when training supervisory staff who have already 
developed this kind of practice. While no one questions the 
need for the availability of the supervisor in time of genuine 
need , the constant use of this method raises serious questions 
concerning the supervisor's ability to develop a meaningful 
supervisory relationship with his workers, as well as to any 
lasting benefits to the worker. 

This makes clear. how important it is for the trainees to understand 
O . what is involved in each method, what the advantages and disadvantages 

ERLC . . 

™" of each are, and how to determine which method is appropriate in order 
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The Individual Conference is the crux of the supervisory process. 
A worker may more readily accept help when it is offered in private. 
In addition the help can te better related to the worker's individual 
pattern of learning. 

The individual conference enables the supervisor and worker to 
deal together. on 

(a) the worker's application of policy and procedures; 

(b) attitudes toward people or situations; 

(c) priorities in work management; 

(d) evaluation of performance including recognition of 
strengths on which the worker can build and* concrete* 
help in the specific areas of need; and 

(e) on recognition of individual learning needs. 

On the other hand, a worker may be overcome by the "authority" or 
power of the supervisor that he functions less well in the one-to-one 
relationship. There is less opportunity for testing thinking since 
only two people are involved and again, one is the supeirvisor with 
authority to make a decision independently. The worker has no 
opportunity to learn from the mistakes of others. 
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Some criteria for the individual conference are: 

(a) Conferences should be regularly scheduled. Both worker 
and supervisor should know that time is kept for the 
conference. 

(b) The worker participates in this process - a continuing 
assessment of his needs and accomplishments. 

(c; Conferences should not be interrupted and be private. 

(d) The length of the conference will depend upon the need 

of the worker and type of problems presented. Sufficient 
time to accomplish the purpose should be allotted for this> 

Group Supervision depends laz'gely on the ability, of the supervisor to 
develop leadership. While trainees have been (or are) members of 
a variety of groups, few may have had much experience as leaders of 
groups in a job situation. Experience has shown that this kind of 
assignment usually arouses anxiety and fear of varying degrees. If 
the trainee also is fearf^^l of authority himself, or does not understand 
its significance, he fails to assume his basic responsibility as a 
leader. He should feel some confidence in that members of training 
groups usually accept certain controls and authority as a part of 
helping the group accomplish its purpose. 
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Individuals need to have a clear understanding of the roles assigned 
them in the group, their rights and responsibilities. However, the 
leader needs to be aware of the basic attitudes toward authority and 
the behavior by which the attitudes are expressed. The leader deals 
with several personalities at the same time and will need help in 
learning to respond positi.vely. It is the inter-action of the thinking 
of the members and contributions of all that contribute toward solu- 
tions or goals . ■ 

The group leader must understand his function. In training, these 
would be related to the establishment of the agenda, the arrangement 
of the subject matter, the division of task responsibility, and the 
goals of the agency. 

If group process is moving toward the successful achievement of the 
group's agenda, then the members of the group should participate 
both, in developing the agenda, and actively in the discussion. The 

r 

purpose of each session should be clearly defined and stated. 

The same knowledge and skill the Staff Development Instructor uses 
to conduct these training sessions are applicable to the supervisor 
in group supervision. It may help the trainee to be made aware of 
this. 
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Some methods for conducting a group supervisory conference are: 
(a) The supervisor presents material either from cases or 
assigned reading. 

(T3) The supervisor asks provocative questions. 

(c) The supervisor leads the discussion, summarizing at end, 
pulling out the essential points in relation to the purpose. 

(d) A vorker is assigned a specific task around which to lead 
a discussion. 

The meaning of Authority . It is important for the trainees to 
landerstand the meaning of authority as a supervisory responsibility . 
If their experience with it in supervision as workers has been 
negative, they are undoubtedly frightened of this responsibility 
and will fail to use it appropriately. Even in everyday life the 
word "authority" sometimes has come to have extreme meanings — the 
"authorities" who heuidle lawlessness vs. those who demand protective 
authority. Some may also bring a negative attitude stemm.ing from their 
personal life experiences. Therefore time needs to be given to 
thoroughly exajnine its meaning and components as an adminis^t,rative 
tool, an educational tool and an enabling one. 

The supervisor's authority is usually thought of as (l) the authority 
of competence and (2) constituted authority. The trainee has been 
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promoted to a supervisor's position usually on the assumption that 
(a) he has the degree of competence in practice that is required 
to facilitate the work of his staff axid (b) that he understood and 
used positively the procedures and regulations of the agency. 

Therefore he brings some authority of competence in his knowledge, 
experience and skills developed as a worker. 

Constituted authority is that which is inherent in the position. 
For the supervisor this authority is to determine whether work is 
satisfactorily completed, to evaluate the work of the staff for 
raises and promotions. These are the expectations of the agency. 

There may be times when the use of a specialist is important to 
furthering the competence of the worker r Usually this would be 
provided in a group conference. The supervisor must take responsibility 
for the effective use of such a person through appropriate selection, 
preparation and briefing of the person, content, guiding the discussion 
and follow up on utilization of the knowledge and skills brought by 
the specialist. The content should be related to the ability the 
group at that given time and its usefulness to them. Sequence of 
knowledge is as important here as in any place in training. Sometimes 
a specialist will have to be aware of any needs resulting from lack 
of adequate preparation. The need for adequately briefing the specialist 
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(so that examples used are translatable to the worker's Job) and 
the agreement on points to be covered cannot be over stressed. For 
example, with agencies converting to the use of computers, it may 
be effective to have a demonstration of how one works. This might 
be related to common errors made by workers either through lack of 
knowledge or carelessness, or an expression of general interest. The 
focus and content should be related to the reason. Again, such a 
demonstration would come after the workers were familiar with and 
were able to .use the data being processed. 

The use of a consultant is similar to the use of a specialist, thoxigh 
one is more often employed in a one-to-one relationship in relation 
to a specific problem or need. The same criteria for preparing the 
Consultant for the conference, as well as for the preparation and 
participation of the staff member obtain. 
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SUGGESTED UTILIZATION OF POINTS OF EM PHASIS 

1. Have trainees develop list of meetings in which they participated 
as workers. Indicate for each meeting the following: 

(a) when and how often held 

(b) who called the meeting 

(c) what was its piirpose 

2. Add to this list other agency meetings that will now involve them 
as supervisors. Indicate for each of these the -same items as in 
No. 1. Help group (a) define how each meeting serves the agency's 
purpose; (b) relate this to how they can use these meetings to help 
their workers; (c) how they may add to their own knowledge and skill. 

For example: .They will now attend a meeting for supervisors. Here 
they can bring to the Administrator's attention suggestions and 
problems. They can exchange views and test thinking with peers. 
Supervisors' meetings provide opportunity to clarify all points and 
have thorough understanding of new materials so they can interpret 
easily -to workers . 

3. Discuss with group, what they as workers found positive or negative 
about individual conferences, group supervision, and other aspects of 
supervision. Belate these to the following. 
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k. Through discussion, develop the following for the individual 
conference: 

(a) What kinds of help can be given through this method? 

(b) Some criteria for a good conformance. 

(c) How the supervisor uses the relationship to help the worker. 

(d) How the supervisor uses knowledge of hxxman behavior. (Relate 
to elements in the relationship) 

5. Have a copy of an individual conference ready for use as the basis 
for applying the above criteria. 

6. Prepare a simulated situation for an individual conference. Have 
trainee develop the preparation for this conference, then do a role 
play around it. Example: A worker is falling behind in the niimber 
of applications he is expected to process • 

7. Through discussion bring out 

(a) ways we are all members of some groups • 

(b) what maJces the difference between our participation in a 
social group eind this training session? 

(c) what is our rc^le in each? VHiat rights do members of a 

group have? What responsibilities do members of a group have? 
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(d) In what way does our role change when we become a leader? 

(e) What are the f mictions of the supervisor as a group leader? 

8. Discuss "authority" in relation to leadership. 

(a) Develop questions for a discussion to help trainees* see 
authority as a positive component of their Job — not a 
threatening one, Eelate to their supervisory functions 
and responsibilities and (agency goals), their use of 
knowledge of human behavior, and ability to develop a 
helping relationship. 

(b) What kinds of behavior might be expected in relation to 
authority? How can this be handled? 

(c) What have they observed in other places and how was it 
handled? 

9. Through discussion develop the following for the group conference: 

(a) What kinds of help can be given through this method? 

(b) Some criteria for conducting a good group conference. 

(c) How the supervisor uses the relationship to help several 
workers at the same time. 

(d) How the supervisor uses knowledge of human behavior. 

ERIC 
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10. Discuss with group how Staff Development has used group methods . 
in these training sessions. (Very helpful in evaluating our 
training) 

11. Select a topic etround which to plar a group conference. Have 
trainee develop the preparation xux this conference, involving 
(a) deciding upon agenda, (b) assignment of tasks, (c) how this 
will affect agency goals, (d) what situations are likely to arise 
that might produce negative behavior, (e) how leader would handle 
it. 

12. Discuss with trainees experiences thfty may have had as workers 
in relation to a specialist. Was it in a group or individual 
session? For what purpose? What did they think was good or 
bad about it? What factors made it so? 

13. Have group select some aspect of the wor]>:er*s ,1ob in which they 
might use a specialist. Decide upon criteria needed to make 

it an effective experience. 

lU. Have group select some aspect of their own Job in which they 
Blight use a consultant. Develop a plan for his effective use. 

15. Discuss some criteria for making em appropriate selection of 
the method to use . 
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TOOLS OF SUPERVISION 

PURPOSE 

Many of the "tools" of supcnrision are familiar to the trainee who 
used them as a worker, (such as work achedules, day sheets, records, 
etc.) Now he should see them, as a tool for fiilfilling his supervisory 
role. This section has teen included as a separate one "because often, 
these items and others are looked at only in relation to their 
importance to the agency function and not in relation to their impor- 
tance in the day-bj^-day relationship with the worker or in the evaluation 
process. In addition, the agency's structure for sepeuration for deter- 
mining financial assistance and providing services may have affected 
some or all of t?:em and the agency's emphasis will have changed accord- " 
ingly. 

The use of the declaration for determining eligibility will have aff^^sted 
what goes into a record and, therefore, how it can be used by the super- 
visor. For a trainee who has been in the agency under the integrated 
plan this will have real meaning and there may ba some negative feelings 
resulting that will have to be dealt with. 

In addition, there will be some tools new to the trainee that arr} 
important in carrying out this function such as the supervisor's note- 
book, Reports of Fair Hearing, Agency reports. Reports of Validation 
and Quality Contri^l findings, the job description, and evaluations. 
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OBJECTIVES 



1. To make use in the supervisory role of those tools trainees have 
used as workers. 

2. To learn some' nev sources and methods of obtaining information 
for understanding or helping the worker, 

3. To utilize the recording of eligibility information under the 
simplified method. 
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POINTS OF EMPHASIS 

1. The supervisor's notebook is his rimning record and "Memory Bank.'* 
No one can remember all the details and the information that are 
essential and that relate to several workers. The notebook is 

an orderly record of each worker . 

2. Individualization of the worker is the beginning step in developing 
the notebook ♦ 

3^ Under the simplified method, recording will be limited and case 

records will be available to clients under certain situations. What 
criteria has the agency developed regarding contents of the case 
record. 

k. Findings of Validation and Quality Control can be used (l) to help 
workers; (2) as. a basis for the supervisor's checking on his own 
plans; (3) to interpret program to the community; and (U) accountability. 

5. Records of Fair Hearings serve as a basis for group discussions 

to determine points regarding establishing eligibility that are being 
over-looked. 

6. The Job descriptions anc' evaluations are the :)ases on which the 
supervisor builds his plan for helping the worker and from which he 
evaluates himself as a supervisor. 
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SUGGESTED EXERCISES 

1. Provide samples of each form, record, card file, etc. that the 

\ 

worker uses. For each one discuss the following: 

a. Vfhat is its purpose? 

b. Clarify the meaning of all items on it. 

c. Trace its course through the eligibility process to show 

•» 

its relationship to doing of tasks. 

d. Emphasize who has final responsibility for the information 
it contains. 

e. What purpose each might serve in relation to supervisor's 
responsibility to the community. 

2. Do the same for each form, record, etc., that the supervisor uses. 

3. Deal with supervisor's notebook separately. What should it contain? 
. . Its purpose? Have group decide how each tool used by the agency 

should be a part of the supervisor's notebook in her planning for an 
individual conference and evaluation for promotion. Relate to the 
• use of individualization charts; to the jot description. 

Examine several die. -^^^ords to note irir^i.l;f:;..on of extraneous 
material. Review agency policy for recc;---. m.x ander simplified method. 
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Bar;ed on several £.ctual Quality Control reports (both individual, 
if available, and composite) have group discuss: 

a. What are the findings 

b. How does supervisor use this information 

1. To help the worker 

2. To evaluate his own work 

3. To interpret to the community 

Discuss how a report of Fair Hearings can be a tool for supervisor 
to use in Group conferences. 
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KIOWLEDGE AND USE OF RESOURCES 

PURPOSE 

Agencies differ in the structure provided for receiving requests 
for assistance varying from the large agency with an organized intake 
department to the small one-worker agency. Many people will come to 
request only information; others will come to request help with a 

;^ec if ic problem with which the public assistance agency may or may 
not. he able to help. The application form to be used in the simplified 
method may have a place x or. the applicant to state whether or not he 
wants help with a problem, or the agency may have a specific plan for 
obtaining this information. 

Whatever the agency size or structure-, or whatever the way in which 
the person makes his reauest for help, someone in the agency has the 
responsibility for dealing with the request. Whoever has this 
responsibility should know how to recognize clues that denote needs, 
even thoiigh unspoken, either through observation, through listening 
to what- the person said or through, what he writes on a form. (The 
agency will have set up procedures for referral between services.) 
Appropriate referrals to outside agencies given in a professional 
vay enhance service to clients. 

In addition public welfare has responsibility to develop resources 
when none are avail .^ole. Therefore, not only does the supervisor have 
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responsibility for seeing t.hat the vorkers know what resources are 
available, that they select appropriate resources, end that they 
follow good referral practices, but the supervisor also must under- 
stand his role in developing needed resources. 
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OBJECTIVES 



1. To learn what resources are available — both within the regency 
and the community 

2. To make appropriate selection of resources 

3. To practice good referral procedures 

To understand supervisor's role in developing new resources 
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POINTS OF EMPHASIS 

1. If trainees have had experience af^J social workers, special 

r-* ' . 'on should be given to limitation on the responsibility 
for giving services and procedures for referral should be stressed. 
Many may have real difficulty in giving up this function and may 
express negative feelings. If so, working through this can be 
a positive experience to the group. Also, some workers will have 
a positive reaction to this change. 

2. A distinction sho '- .d be made between the giving of information 
and making a referral . 

Definitions for referral are not easily available. One definition 
is: "referral is that service which brings together the client 
and the appropriate resource in such way the client recognizes 
his need for it and can use it effectively, and the resource adapts 
and relates its service to the client." 

Information service should be available not only to applicants, 
but also to the general public. Many people may make general 
inquiries about available resources with no intent of applying for 
financial assistance. At the same time some may contact the agency 
having identified some area of his living with which he is not 
able to cope completely throiigh his own resources, but knows that 
he wants help, and may have some idea that help may be available 
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if he knows where to go. The worker, must have the ability to 
identify the real nature of the request for information. The 
worker must also have accurate information and be able to give 
it with warmth and understanding. The worker must have knowledge 
of what is available both within the agency and community. 

Rec[uests for service received lay telephone frequently can be 
referred immediately without a visit to the agency. The better 
qualified the intake worker is, the better the reterral made at 
that point. 

3. The Income Maintenance worker may refer persons to resoxirces 

within the agency; while some icy services are common to all, 
(such as medical, financial assistance) different groups may have 
special needs — the aged, disabled, children, families. 

k. Resources within the agency would be the other service programs, 
or people such as specialists or consultants. The agency will 
undoubtedly have developed specific procedures to follow in making 
use of them. 

Resources available within the community: 

a. Directory with' local agencies piid their programs (requirements) 

b, Statv? and Federal resources 
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c. Possible community, non-organized resources -church and 
civilian gn^ups or individuals 
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Kinds of referrals commonly made by Income Maintenance worker 

a. To client on vhere to obtain information needed to complete 
application 

b. To client on where to obtain service requested, not provided 
by agency 

c. To the social services department within the agency 

d. To- a commtinity resource 

e. To a specific individual 

It is essential that workers understand what good referral practices 
are. The supervisors will be responsible for seeing that these 
practices are followed o A referral made in a professional way is 
most important. If not, the client may feel rejected and not 
seek- further help, or another agency may become critical of public 
welfare, or the image of public welfare may be seriously damaged 
in the eyes of the community. Therefore workers will need to be 
helped to learn good referral practices and be held "^o them. Some 
of the essentials in making a good referral are: 

a. The worker and the client determine what the problem is. 

b. The worker describes what the resource has to offer and 
encourages acceptance. The client cannot use the resource 
unless he is sure of what can be expected of the resource 
and what it will expect of him. 
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i:r The worker makes clear to the client that certain information 
must be shared and obtains permic^sion to do so. 

d. The worker avoids making commitments for the other agency. 

e. The worker makes sure that the other agency is in a position 
to consider this referral and to take the needed action to 
help the client with his problem. 

7. Most agencies have put their intake policy into writing. There 

are frequently written agreements between agencies with responsibilities 
and limitations well-defined. The trainees should be familiar with 
those agreements made by the welfare agency* 

8. There should be a clear underlet anding on the part of both agencies 
what role the welfare a^^ency should play in the future, if any. 
Follow-through is an integral part of the referral process. The 
method and frequency would depend upon a number of factors. 

9. Referrals are made in several ways or a combination of them: ■ 

a. A telephone conversation giving preliminary information about 
the client and the nature of his problem. Later total informa-- 
tion nece ..ry for complete referra?. can be sent by letter. 

b. A letter can be written giving all available information which 
would help the ether agency give the appropriate service. 
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c. A conference may be held to discuss the problem and 
action indicated. 

The total referral service plans should be an integral part of 
the case record. This is particularly important when follow- 
through is indicated. Since Income Maintenance records are 
limited, the agency will need to decide what should be included. 

Referral service has a definite public relations aspect. A poor 
referral either in choice of resource or in unprofessional pro- 
cedures can have a negative effect upon the agency's image. A 
poor referral may also make tha inquirer feel rejected and so not 
seek further help. Therefore, both the selection of the resource 
and the referral procedures are equally important. 

Resources within the community may be limited or inadequate. 
Keeping records and analyzing referrals, those made, completed 
satisfactorily or rejected, vill assist the agency in determining 
what resources need to be improved, to be developed and to what 
extent . 

The supervisor is in a strategic position in tJie agency to bring 
to the attention of the Director the requests made to the agency 
for which no resource can be found. Also, through his contacts 



with other agenciei hi ean give leaderehip In motillging intereste 
in doing something about it. Much vill dapond upon his understanding 
of the referral procesi and of hie administratiye role ai a leadar. 
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S UOGESTED UTILIZATION OF POINTS OF E^ffHASIS 

1. Have group identify the differengas between Information giving 
and referral eervlce and what the Income Maintenance worker's 
involvement is in each, Diecusi agency's atrueture and plan for 
providing infoi^atlon. 

2* Review the feelinga clients may have in coming to the agenoy to 
aik for help as w^Jll aa unusual "behavior iometimei seen* 

3* Have group develop criteria for good referral practices, 

k. List the kinds of infomation client e frequently need for completin 
applloation. For each kind of infomation, have the group diecues 
poeslble resources for the client and how to help the client utiliE* 
them, 

5* Review agency's proaedurei for refarral to Social Service program 
in agency 

6, Dlsousa content needed in making a referral , relating to ways 
referrals cam be made* 

7- Prepare eeveral sample applications that include clues for needed 
eervioes. Review to help trainees spot them and detemlni if 
agency can meet or if referral to another agency should be made, 
Dlsouig how the supervisor would help the worker — what the worker 
needs to know ~ how does the worker le^n this. 
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8, Have the group list the common servieei needed by different 
groups — aged^ digabled^ children, fMiilles. Indicate i^hleh of 
these can he met " 

a. Through the agency itself 

b. Through ooimnunity reeources 

Note those for which there doei not seem to be a resource available. 
Relate to number 12, 

9. Have the group listen to several tapes of a variety of requests 
that include both poor and effective referrals; include contrast 
in voice and choice of worde to help illustrate* 

,^ 

10 • If there Is no local resource dlreotoiyp have the group work up a 

plan for developing one (Relate this to the leadership responsibility 
of supervisor), 

11. Discuss example of card files — the value of an office file versus 
the individual file. How is it kept current? Who has the responsi- 
bility? 

12* Prepare a. situation in which- a need is noted and no local resource 
Qmn be found. How would the supervisor go about developing such a 
one? This should bring- in the adbinistrative elements of the 
agency as well as the contacts with other agencies in the eommunity. 

13. Review all written agreements that agency has with other agencies, 
; Note where these can be found for rea^ reference, 

o ■ 
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Dlseuea agency's prOGeduree for recording of referrals and for 
anaj-Z^lng them. 

Use situationB involving repetQUBSlone to a poorly haridled referral. 
Note how this could te avoided,' 
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WORKLOAD MANAGEMENT 

PUBPOSE 

Trainees will need help In moving from reeponsitility for a single 
workload to reiponeibility for the total workload of the unit with 
all that thiP entails. ThiB can he overwhaljilng and they will need 
help in astahliihing a peripeetlve ai well as prioritiei In relation to*^ 
program and staff* 

The responsibility of the iupervisor Is to see that the work of the 
office or unit is carried out effaetively and qulekly, and to see that 
the worker carries out hie responsibility of datemining eligibility 
in a prompt ajid effialent manner* 

Management of the work unit involves planning , organizing, scheduling, 
aasignlng taiks and eitabllshlng controls. The method is that of 
direction rather than of teaching* 

Skillful planning of the work schedule provldei for both long-ranga 
and Ismedlate needs* Work flow has to be maintained ^ deadllnei met and 
emergency iituatlons handled. Under the best plannlngs however | the 
une3tpicttd occur* However, dealing with the amergenclei or "auptrvislon 
on the hoof " is net only inefficient but ii a waste of time* 

Good planning affecti the morale of both the iupervlsori Md the workeri* 
Continuad crises do not* They we physically eadtiausting ^d they do 
not contribute to the carry-over of leaning. 
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OBJECTIVES 

1, To focue on the total workload 

2* To plans direst, and Qoordinate the actiiritiei of the workeri 

3. To establish priorltleB in getting the J oh done 

k. To evaluate the total workload in tenns of meeting agency's 
goali 
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P0IWT5 OF E^gHA5IS 

1, Undarstanding what makes up the total workload, Thle ineliidae 
tht following I 

a. ThB n\mb%T of applioatlonB per month rooeivad by the agenoy, 

h* -The numher of applications per month this unit is e^peeted to 
handle . 

d. The number of redetaminationi per month thle unit is a35aated 
to handle, 

d. The number of workers available, 

e* Other workers involved under this aupervisor - receptionists, 
telaphone^ budget elerki and so forth, 

f, Kie time req^uirtd for procasiing m application. 

g. Other (Pair Hearings, Denials , Refawals) 

PlannlBg is the procasi of eonielouily seltotlng md developing 
the bait gourse of aotion. It involves both general and ipeQlfio 
objaetivei* Each day's work is aecQmpllshed fairly routinely and 
eaiilyi long-rMga planning is more QOTpllQated sinot it has to 
take Into consideration mmy faotor§ — tlmej people,; ehMges in 
procedures mi the unaa^acted, Howavar, the riwardi of good plmnli 
are aaiqr, — iavti time, forestalli questions , laii confuilon and " 
producai better quality of work. Flamming ifill let ^u run the 
Job not let the Job run you . 
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3. Providing for coniistant eovtraga of the workload. This includas • 
a. Analyzing worker's loads to adjust assignments as to siie and 
tasks « 

Planning ahead for ajitieipated abseneas and arranging coverage 
of workloadi, 

Pemittlng flexibility in working houri to meet individuals* 
needi « 

d. Providing amtrgenGy interview or ierviee to client in worker's 
abeance. 

Other 

Allocating itaff time for maximuBi quantity and quality of perforaance 
a. Keeping a cheek on worker 'i uie of his ^uime ajid coverage of 
his load* 

b* Helping workeri to organise ichedulei and develop efficient work 
habits. 

c* Setting up controls to time thm necessary reviews for 

reauthorization of assistMce^ haaringi in sourt, or other 
speelal treatmanti* 

d. Listing for worker-anticipated aiiigraients to be accomplished 
in the Goming period, 

e. Other 
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5, Ii|proving work standards and procadures through staff studies 
and disGUSBions , including: 

a* Insuring common underitanding of all staff of new policiei 
or progrejns and of wajri to interpret them. 

Giving purpose and foGUS to group discussions and group 
projecti. 

6, Efficiency of the work in the office is often related to the 
phyBlGal features. Recognition of negative factors , if my^ 
ajid ways they can he improved * 

7* Some areas of work must he done by iupervlior alone* Some areas 
could he completely or partially delegated to workers, euch ai 
checking arithmetic onhudgets. 
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BUGGESTED E}ffiRCISES 



1* Prepare statistical material that will ehow the total agency 
workload ^ both iervicas and financial aselstance* 
a* Emphagiia the varlaty of staff needed to do this Job in the 
i total agency, 

b. In the Ineome MalntenaJico Program. 

c* Identify the ataff imder diraot supervliion of this group* 

2. Trace the procesiing of an application from point of receipt to 
mailing of eheek. Note: 

a* Who the people are involyed in thii process, 

b. Pointe where breaJ^downi in proceiiing oan occur. " 

Q* What steps supervliori caji t^e to improve the situation, 

3t Identify the specifics in "plaimlng, directing, and ooordinating" 
actlvitlii of the werkaps* 

Uiing findings of Valldatldn Ualt^ determine (l) denlalii (S) su-pectad 
fraud; (3) errors in eligibility faatori, and dlicuis how these 
relate to evaluation of total program. 
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Have each trainae develop a list of aU the activities for which 
he is responsihle* Baied on thia- 
a, DeteMiln© those that occur 

r^ily 

Weekly 

3 emi -monthly 

Monthly 

Oceaslonally 

b, Identiftr the amount of time required for each* 

Uiing the list of thoie occurring weekly 

(1) Revile Hit in order of prlerlty 

(2) What regulatloni govern priorities (Exasplei time limits)? 

(3) Set up a veek*s calsndar for theia aQtlvltiea 

Have group draw up a tentative schedule for one month for thumialvas 
based on the taske they are expected to perform. How realistle is 
this'/ What tasks could be delegated? To whom? 

Discuss the physical problems In the agency that affect adversely 
the work of the office. How Qm the suptrvisor hMdla? 

Through discueilonj have trainees develop a plan for helping their 
workers mmage their workloads. Relate plan to Group Supervision 
(Section VI)* 



SECTION IX 
PAGE 8 

9, MaJce a lle"t of all the ItemB that have "deadlines.-' ^^at kind, 
of records or flies assiBt a worker to meet them? assist a 
eupervisor to meet them? 
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EVALUATION 

PURPOSE 

Every agenqy has some kind of pQliey about staff eyaluations for 
promotion 5 and every itaff memter has some feellngi about it, depending 
upon his experience with it. The trainees vill undoubtedly have a 
positive attitude since it was through this proa ei a that they were pro- 
moted to their Joh as supervlsore* 

Most staff will have an understanding and acceptanet of eyaluation as 
a means of helping workers beoome better in their performanae so that 
they Individually 5 and as a group i eontribute to the agency's total 
program; or as a Bieans of earrylng out the teaQhing funQtion; or even 
as a means of salf-evaluation for the supervisor. Few, however ^ will 
understand evaluation as a process to detemine peraonnel action involvin 
salary advwieements \ promotions , demotions ^ diemissali , re-^instatements , 
mA separation due to reduction in force. This aspect of the evaluation 
procaas la related to the rating procedures of the Merit System of the 
State, The trainees will need help in developing security in translating 
this process to the rating procedures. 

The purpose of this section Is to help the trainees understand the 
evaluation process as a part of iupervlsion so that it can be used 
positively for the benefit of the agency i the worker and the superylaor. 
Much of the content in Section VI dealing with the Individual contwemm 
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will be applicable but will need to be re-focused to the rating 
aspeet. Trainees will need to see that it is an on-going process 
beginning when the worker first reports on the job and continues in 
some way until he leaves a particular Job and/or the agency. They will 
need to understand the agency's plan for promotion of workers since this 
is a realistic motivation for improving on the Joh, This is Important 
as new staff become experienced. How do they advance? 

There is another aspeet of evaluation that is often overlooked. It is 
recognised that there comes a time when regular sup ervision ceases and 
the worker should use consultation instead. This is especially important 
for long-time workers in the agency. How does the agency determine 
this? 

The successful use of the evaluation process depends upon the recognition 
that it ii related to the worker' s perfomance of the taske as signed In 
the Job . Knowledge of the policies , underBtanding the specif lee in the 
rating schedule and of the use of the evaluation procesa can reduce 
negative feelings and make this a meaningful experience to both the 
worker and the BUpervisors 
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2 , To eyaluate staff milfomly in relation to Job rasponElbilltias 

2. To learn the ^engy stMdarde for promotlenp 

3, To use resQuroes available to workers to prepare for promotlQn, 
To determine when the worker ihould move to eonaiiltation, 

5. To use this proeesi for ielf-evaluation. 
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POINTS OF EjiffHASIS 



1. Evaluation is wi Integral pwt of supervision. It is a continuing 
process between the employee and his supervisor. It is on-going 
in that there is a continuously moving forward — a growing. The 
process le identified "by gradual changes that lead toward a 
partieular result — growth. There is a Iseeinning, or starting 
point leading to a goal, target, objective. (X—^— Target) 

2. The starting point must he a knowledge of Jot requirements as related 
to agency functions , ageney objestlves, policies , procedures , and 
comttunlty resources and relationshlpB . Job requirements should 
identiftr the tasks and responsibilities upon which the worker will 
be evaluated. 

Evaluation Is of ,^ob--Derformanse and not of a person apart from his 
Job. It is epecifie in relation to the Job actually assigned to 
the worker, and the focus should b a- kept on what is req.uired to do 
this Job by this worker In this ageney, 

3. An analyBis of the present and past perfomance as ^ a for 
setting goals and for helping the worker move toward- them is an 
essentlfll first step. This can be done by observation, reading and 
analyzing records and reports , complaints and inquiries. 

U, The flupervisor must have respect for and a real understwidlng of the 
individual perBenallties and potentialities and qualifications . The 
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relationship betvaan the luptrviior and; worker is the foundation 
for affective evaluation. There must be reoognition that growth 
In an individual li ralatad not only to the capaalty whiah ha hais 
"but also to tha iuparvisor's capacity to direet workers in the 
use of inherent e^d acquired abilltlei. 

The ev^uation oonferenge for rating p^tt-poiai ii pariodic Md should 
be knoTO and expected by the worker as a part of aatabliehad 
procadura. Both suparvisor ajid worker ihould prepara for it In 
advance, ^ The supervlior may naad to help the worker organise hlm^ 
self for it. The supervisor's preparation should Includa ioma 
raflaction ai to ways his ora attitudes miy have affected the 
worker 'i performanea* 

A f ramawork for the avaluatloneonfarance would include: 
a» .Wiat are the tasks to be evalusted? 

b, Indivldiiallzlng the worker — where is he in his parformwca 
of these taskii what are the areas in which he needs to 
improve? 

c* Establish a pliyi for helping — establish the prlorltias* 
a. Conduct the donferenQe. 
e, Rggord the conf arena e. 
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f * Confirm goale and accOTipllehinente reached and new goala 
to be attained. 

g. Plan for next cDnferenee* 

(1) What is astpected of auperviior? 

(2) What is expeoted of worker? ^ 

Clarification of agenay policy; regarding evaluation ao it 
relates to rating for promotion. of staff, and other personnel 
actions. 

Clarification of tarminQlogy and items on any foms used by 

the agency in the evaluative procasi. 

Many agencies use a form to evaluate staff. If io^ these 
should he reviewed with the trainees so that each item 
and its relationship to the specif 1q taski of the worker 
is clearly ^mderstood* Thera is no place In the supervisory 
role where underitfuiding of tasks required of the workers 
is more Important than at this particular . time. Without 
it object ivf Jud^ents cannot be made. 

It is ai^gested that the t em "strengths and weaknesses" 
be chaiiged to. "strengthe and 'areas where improvement Is 
needed,*" The term "weakness" is a negative ont mA iftrai to 
indicate an inherent quality r No one likes to think of 
himself as we^ ■ 
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8^ Resotircai to wrkeri to prtpare ^or priMDtiQn 

This is. especially important if vorkere ajra from the olient 
or non-profesalQtial groupi. To what other Jobs can they 
mova in the aganey if thay ara not ahle to perfom satiBfaetarily 
as an inocane maintenanae worker? If they perform iatiifaetorily 
mm an Income malntaniAoe vorkerj caji they move up to being a 
iuperviior? Are thert other Jobi in the aganay that are aoneldered 
a promotion in which they eim make use of the knowledge^ training 
and skills that they have developed as a vorker, 

TOiat educational resources does the agency have to help workere 
move up the career ladder ? 

9, The agency -s standards for measuring the workers readiness for 
eongultation (rather than dally supervlilon) and plaji ±or 
preparing a vorker for this? 

> 

10* Use of the evaluation of a worker by the supervisor in terms 
of hie OTO performance as a supervisor. 

Hi Opportimities for workers to evaluate supervieors. 
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SUGGESTS UTILI^TION OF POINTS OF EfgMSIS - 

1. Discuss ageney polioy regarding evaluation and clarify all termi,' 
(Exeunpla: strength^ "weakness") . (tffectlveneee In ability to ~), 
Be sure the suparylsor sees relationihip to tagk^ aeslgnad. Include 
areai that rtqulre objeative and subjeGtlve Judgments * 

2. Dlscuisreiources available to workera to prepare for promotion* 
a* RequlMments 

How is worker infomtd * 

3. Have group develop an individualization chart that will be a bench 
mark for a worker and relate thli to the agenoy'e evaluation form 
or any other outlines they may uee. Refer to Chart I ^ Section IV* 
What other Items should be added? 

Have group make up a plan for preparing for an evaluation identifying 
the rasourees availabla for this (notebook^ records ^ individualization 
chart) , . ' 

5, Review the elements in the relatlonahlp (Section IV) and have group 
Identify ways in which they are subtly violated by lupervigors if 
not eonseiouily aOTll^4> 

(iKMnples Thm suparvlsor reacts negatively to the worker -s expression 
of negative feelings .) 
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6m Give group a situation In whleh teraination of employmant Is 

required* Have the group develop a plaja for interyiewlng including 
points to be included. 

7» Do role plmylng around tarmination of emplojrraant. 01v# the trainee 
who takes the part of the worker speelfie instructione aa to his 
role. For exraiplei Have one "worker"' be rather passive; have 
another "worker'' be aggressive. - 

8. Review agency *s criteria for use of consultation by workere rather 
than supervision. If agency has no criterlap have group develop \ 
It. 

9, Have trainees develop a gelf-evaluatlon chart baitd on the knowledge 
and skills defined In their oim job deeqrlptioni * Inqluda (l) use 
of indiyldualliatlon chart for themeelvesi (2) listing positlva 
qualities in suparvlsori they have enaountered from their own 
experiences; unA (3) listing uijdeilrable qualltiei encountered from 
OTO ejqperlence. 

10. Select ieveral of the items on which supervlsori are rated and 

analyze how their perforaMce relates to the Job performance of a 
worker, Md how this af feats the evaluation. 

(Exsmpler "Effectiveness in instructing ^ training aiid developing 
subordinatei in the work;" "effectiveness in deleiatlng alewJjr 
defined authority to act,") 
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PUBLIC REMTIONS 

FtffiPOBE 

Publle Eelatloni and Public Information are of vital Importance tq the 
agenay* Everyene knovi that "bad" Public Reiatlons and Publio Information 
affects the moralt of the agency* Eve^ member of the etaff should see 

: ■ I 

... . .- } 

thia in relation to hiMelf and how he cm help* Thm separation of giving 
flnanqlal agglstance fron ^"^ther servleee may cause fragmentation of 
intarpretatlon of the agency's prograjn unleis Bpecial attention is given. 
The Income Maintenance vorkar will need help in relating his limited 
function to the total agency program of interpretation as ha c^es in 
contact with the public. Income Maintenance supervisors may bewailed 
upon to Interpret programs at a variety of meetings ^ or to produce 
specific material for Public Inforaatlon or for Boards for policy 
decisions • Because public welfare la taking on more responsibility for 
yrvl^qeg that are imr elated to financial assistance and are provided to 
a broader section ..of the Qomm\mity, it becomes ve^ Important for the 
Income Maintenance workers and Income Maintenance eupervisors to 
wderstMd their role in this. The applicant's first contact with the 
agency will tmdoubtedjy be through the Income Maintenance progriyai. 



SiaTION XI 
PAGE 2 

QBJECTrVES 

1* To aoaept reBponslblllty for projeetij^ image of agency. 
2. To underitMd the "what" of Putllg Relatione i 

3* To understand Public Infoiinatlon In relation to gonfidentiallty. 
To eariy out his reBponiibllity for Public Relations^ 
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P0IMT3 OF E^gHASIS 

1, In general there li a miiundarstmdlng of the terms "pufclie 
Inforaatlon" and "putllc relationB*" 

The tems are not synonymous * Public Information la diEsemination 
of information to the puhlie. It li an integral part of a publle 
relations program, Mlscbnceptions about, public welfare ajre many 
times attributive to lack of information rather than to mielnforma- 
tion- . . 

Public welfare exists to provide financial aide and loolal sarvices. 
How effaetively It earriee out ite reapongibllity depends in large 
part on how much the publio knows about public welfare aetivitlee. 
The toerican peoplG reeent the emplosTrient by government of persons 
to propagandise them -— to try to mold their opinion. They are 
equally resentful if information is withheld. The function of the 
- publle welfare Information service ii not to propagandise or to 
influenee^ but to explain the agency 's program and account for 
expendlturei * . 

Information service alone cannot build the public's opinion of 
public welfare i but it does plan an essential role in forming that 
opinion in the same wi^ that good atoinlstration waA competent 
itaff help fora public opinion, ; The public 'i opinibn of an agenGy 
should be high on the priority list of agency concerns and the 
. ' feundat-lon^of '^suc an opinion begins within the agency with pro- 
- feaitonal attitudes an cooperation andAOJi esprit da corps* 
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2, PubliQ relations is a total progrm of the agenejr's relatlonshipe 
that create and maintain the good will and the aooperation of the 
individuals and organlEatlons with whom tha agency worke. 

This good will is built in not by just one thing but involves 
many. For ©xmple ™ 

>^at is the quality of services given by the agency? 

In what manner ii it glvtn? 

How are people who come to the ^eney reoeived? 

What impress ion do people get through voices over the 
telephone? 

What do the letteri rtfltet in the way of content and tone? 

''First In^rasslons are lasting" is a frequent quote. What li^resslons 
does the agency give through the appewranct of tha office V of ^he 
staffs of the actions of the staff t 

People frequently m^^^ or jtrop to oonalUilons after 

a fl^it contact. If this li a negative ^udgnentp w© nay never have 
the opportunity to correct it7 

, While the Director Of the agency has the responsibility for 

deyeloplng the public relations and public InfoMiatlon progri^i for 
the agency as a whole, the si^ervlBor 
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Helping vcrKe.= reco.nl.e -P=rt-- or t.ei. .e.av.o. in 



agenoy 



-■u-n4+v -Por ae-bloh on BJi individual 
While the worker has responsihillty for actio ^ 

case. th« supervisor has responB^Lhilxty Tor e 
- supporting positively the worker. ■ ^ " 

. 4=v^ouBh her representation of the ageney at a 

5 The suftarvlsor, throuBn ner * 
■ varl.*y o...J.ln.s. is in a strategic position to in«.pre. the 
^,.„.,. . Soa.i an. a.r^cea. Positive attitudes . ^owXea^e of 

»™= a«ncy goals and philosophy are basic to earryx. 

agency programs, a.BenGy swa.j.^^ 

Tt also helps to he able to talk aljout it 
out this function. It also neips 

InteraBtlngly . 

+rt he aware of the attlt 
6 The supervisor needs to he aware oi . . . 

public velf are of each particular .roup vith vho» she co.es In 
contact, also Of cultural ai«erences that »ay a„.=t attitudes, 

; oi- h^ kble to provide Information pegM-ding th- 

7 The supervisor must ha atiie -&o p 

w ^^^eif-ie case is under consideration wi 

aBency's program when a specific case ^ ^ 

out violating the client's eonf 1 dent i all ty. 
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SUOaESTED UTILIZATION OF POINTS OF EtffHASIS 



1* Define Public Relations and Public Information and elarlfy 
supervisor *e responsibility for eaoh, 

2. Have trainees fomulate in words the publie Image to be projected 
through the agency's prograTi, 

3* Have eaeh trainee eeleet a prominent atore or business in the 
coiinty or nationally and analyze what eraatee its "good image 
ite "poor imagaJ' What do they think went into each? What of this 
eould they translate into their own agency? 

Have group list the ways in which we can unconscioualy Gontribute 
to poor publie relations* Llet ways we can do a better Job. 

5. Select a case that eaused adverie feeling in the county. How ^as 
it handled? Who did what? Result? In retrospect , how could it 
have been better handled. 

6, Have each trainee plan^an Intei^retlve talk regarding the ^ancy 
t© the local Buslneas and Professional Club, Include what the 
content should be and why . How would content differ If this were 
the Botaiy club. Check agalnit criteria already discuseed. 



ERIC 



RESOURCE MATERIAL 

It is assigned that each State Division of Staff Developtnent has 
GOmpiled a reiouree file on supervision per se* The major part of 
the present literature relates to casework supervision. Slnca 
the basic prineiples of caiework supervision apply to the function 
of the inccme maintenance supervisor , selected references will be 
helpful to use with this Guide. Each State will need to review 
its list with this in mind. We do call to your attention two 
articles that we have found eipeeially pertinent. 

1, TRANSITION FROM CmmO^Km TO SUPERVISOR, by Genevieve Slear 
Although this article was puhllshed in 19^9^ it is basic. It 
was published In the Journal of Social Casework, Vol, X^ffi, 
No. I, January 19^95 PP* 25-30. 

2, THE USE OF AOTHORITY IN SUPERVISION, by Miss Bernlce Orchard 
mnd can "be found in the Journal of the American Publie Welfare 
Association 5 January 196? s Volima XXIII ^ No, I. 

lliera seems to be vei^ little on supervision written after 1960. 
We have reviewed some books written for Business and Industry 
Personnel that oontaln relevMt material but find it needs to be 
trMislated into the social welfare field. One we have found useful is 

MANAGQffiNT raNDED SOTIRVISION5 by Bradford B. Boyd. 

Publisher I McGraw-Hill, New York 1968, ^ 

Another resource is the Perscnnel Series published by t 
Management Association, 1515 Broadway 5 New York 365 
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